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CHAPTER I 



Tenns of Reference and Method of Enquiry 

We, together with the Committee on the Management of Local Government, 
(with whom we shared a common secretariat) were appointed on 3 March, 1964 
by the then Minister of Housing and Local Government at the request of the 
four local authority Associations with the following terms of reference:— 

‘To consider the existing methods of recruiting local government officers 
and of using them; and what changes might help local authorities to get the 
best possible service and help their officers to give it.’ 

2. Consideration of salaries and of certain categories of staff, namely police 
officers, fire officers, teachers and manual workers, was excluded from our 
enquiry. 

3. We obtained information in the following ways : — 

(a) written evidence was called for ; ■ 

(b) oral evidence was heard ; 

(c) a postal questionnaire was sent to a sample of local authorities in England 
and Wales ; 

(d) a postal questionnaire was sent to a sample of the members of NALGO; 

(e) visits were made to local authorities and other institutions at home and 
abroad. 

4. In conjunction with the Committee on Management we called for written 
evidence by public advertisement and by addressing a request direct to 130 
institutions and societies. The final date for the submission of written evidence 
was 23 April, 1965. We received a total of 145 submissions of which: — 

9 were from local authorities ; 

TO ware from professional bodies ; 

1 2 were from institutions or societies ; 

54 were from private individuals. 

5. A list of witnesses who submitted written evidence is in Appendix A. Some 
evidence was published independently by those who submitted it and we have 
quoted from published evidence where the material is appropriate. Where evi- 
dence has not been published independently, we asked witnesses whether they 
agreed to our using material directly or indirectly in our Report. The list in 
Appendix A is annotated to show which witnesses published their evidence 
independently and which witnesses agreed to our quoting their material in whole 
or in part. 

6. In oral evidence we heard witnesses with a particularly wide knowledge of 
local government, others whose opinions we were anxious to know even though 
they had not submitted written evidence, and others who had themselves sub- 
mitted written evidence about which we wanted further explanations. Oral 
evidence was not recorded verbatim nor was it heard in public. Where we have 
quoted from oral evidence the permission of those concerned has been obtained. 
A list of those who gave oral evidence to the Co mmi ttee is in Ajqjendix B. 
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Chapter I 

7. A postal questionnaire, the form of which is Document 1 in Appendix C, 
was prepared with the object of discovering the extent of staff shortages and of 
obtaining information on recruitment and training arrangements and on the use 
of administrative staff. The questionnaire was sent to a sample of authorities 
in England and Wales. 

8. We thought it would help us if we could get from local government officers 
themselves opinions about their work. Accordingly we devised a questionnaire 
which NALGO distributKl on our behalf to a sample consisting of 3,598 of the 
Association’s members. The form of the questionnaire is set out in Document 1 
in Appendix D. To encourage officers to give full and frank answers we arranged 
for the forms to be comjrfeted without disclosing the identities of those taking 
part. 

9. The Chairman paid visits to a number of local authorities and had valuable 
discussions with elected representatives and with principal ofiScers.' 

10. Some of our members paid a visit to the Iron and Steel Federation’s Manage- 
ment College at Ashome Hill. The Chairman and two members visited the 
Ecole Nationalc d’ Administration in Paris. One of our number joined a member 
of the Committee on Management in a study of the work of the Swedish Local 
Government School at Sigtuna, which undertakes training of both elected 
members and officers. These members also took the opportunity of visiting the 
Social High School in Stockholm, which is one of four Swedish colleges which 
prepare young people for careers in administrative and social work. 

1 1. The full Committee met on twenty-nine occasions covering forty-one days. 
Because of the specialist nature of some parts of our enquiry, individual mem- 
bers agreed to act as rapporteurs and to direct the secretariat in the preparation 
of papers on topics of which they had expert knowledge. In addition the Chair- 
man and three members acted as a drafting sab-committee whkh met five times. 
Because of the close relationship between our work and that of the Committee 
on Mana^ment we made a number of arrangements to ensure co-ordination. 
We shared our meetings when appropriate and many of our members attended 
meetings of the other Committee. We also met with members of the Management 
Committee in a Joint Working Group to give special attention to those matters 
where our terms of reference interlocked. 



’ F«-ow use of the tram ‘pcincipa] officer' in this Report, see the Glossary of AbfaeviatkHB. 
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PART I 



THE PRESENT SITUATION 



Printed image digitised by the University of Southampton Library Digitisation Unit 



Printed image digitised by the University of Southampton Library Digitisation Unit 



CHAPTER II 



C(Hiditians of Service and StafOng lnstituti(HK 

THE NATURE OT THE WORK OF LOCAL GOVERNMENT OFRCERS 
ANT) THEIR ATTITUDES TOWARDS IT 
natare of local goTenunoit 

12. Local government involves the local administration of services and funaions 
pre-determined or approved by Parliament. Many of the services are diverse and 
have little in common. Nevertheless local government also ensures that a wide 
range of the interests and needs, both current and future, of the community are 
considered and evaluated, and that the services and functions are shaped and 
organised to meet these particular interests and needs. E>emocratic local govern- 
ment contributes to the social and political education of the citizen by bringing 
him to a knowledge and understanding of new policies. It also enables central 
government to be made aware of local opinion. 

Tlie range of servicK and functioiis 

13. The services and functions of local authorities can be classified in various 
ways. One broad classification is as follows : 

(a) The physical protection of the community: police, fire and dvil defence. 

(b) The physical environment of the community: roads, {banning, housing, 
slum clearance, parks and open spaces. 

(c) r^rsonal and environmental community health services : for example 
di^rkt nursing, ante-natal services and port health. 

(d) Community welfare services : for example domidliary and residential 
services for the aged, the blind and deprived children, 

(e) The education of the community: schools and further education. 

(f) Cultural facilities for the community: libraries, museums and art gal- 
leries. 

(g) The disposal scrvkes: refuse collection, cleansing and sewerage. 

Some of these services are provided for the commimity at large (e.g. roads, 
police and fire services, refuse collection and sewerage, libraries aid recreational 
facilities); they may be gei^rsdly used or used sclectivdy according to people's 
interests. Other services are iH'ovided for certain groups cf propk (e.g. schools, 
old people’s homes, services for mothers and children). A third category are 
regulative or preventive (e.g. food inspection, applicatiem of planning controls). 
Other services are concerned with apjiiying genei^ rules to individual cases (e.g 
building regulations). 

Officers — ^the law and dekgafioa 

1 4. Legally the officers are the servants of the couiKal which appoints them ; they 
work under its authority or that of its committees. There are excej^ons to this: 
certain officers, although appointed by the local authority, have independ«it 
duties imposed upon them by law (e.g some Clerks as dtectoral registration and 
acting returning officers; the Mwlical Officer of Health has a duty to make an 
of&ial representation wl^ he is the opinion that a house is unfit fcH* human 
habitation). Although an officer is the servant of the coundl Ik cannot plead the 
onters of the c^uiKil to escape from Uabffity for an illegal act done him.^ 

^ Ob the portion of the Town see the case re ex |»rte RUey and Another 

(1944) (2 All E.R.261) and ffie discaaskm m ffie R^xjrt (rf the Bc^aor R^is laqusy, 1965. 
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Chapter I! 

15. The law does not j^ovide for the dele^tion of the councirs powers or 
functions to officers. Just as the local authority cannot do things other than those 
which the law prescribes or allows, so the officer in exercising his professional 
competence can only act within the confines of the law and within iie council’s 
directions in exercise of its legal powers. In practice, officers have often to take 
independent decisions and action but always within the framework of the legal 
powers and general policies of their council. The extent to which they are able 
to do so varies from authority to authority but the general picture is one of 
limited discretion for officers. Within this area of diSCTetion, the responsibilities 
of officers may be considerable; not only is there a risk of unfavourable public 
reaction, but also the liability which may ensue from the failure to discharge 
duties W’ith professional competence. 

Tlie work of local goremmefot officers 

16. The diversity of work in local government is so great that it is impossible to 
draw up a comprehensive list of officer’ activities. The more senior staff will be 
engaged in planning and advising the authority on the development and execu- 
tion of the services and this will involve attendaiK:e at committee meetings so 
that elected member can take the necessary decisions on the i^ans and on the 
problems of their execution. Senior staff will also be involved in supervising the 
execution of the council’s and the committees’ decisions and the iffovision of the 
services themselves. SUaff at varying erf responsibility will be engaged in 
organising the provision of the servkes and disebar^ of the authority’s 
functions. A great majority of local govemmmit officers will be engaged in 
executive work in providing services or the machinery of administration, for 
example in the collection of revenue, and in accounting and recording operations 
necessary to supp<Ht the services and functions of the authority. 

17. It is true that local authorities provide swrvkes {Mescribed by Parliament and 
that they operate within a national^ ddenniiwd framework. They are neverthe- 

involved in the day-to-day proWems arising from the proviaon and execu- 
tion of the services, and they must rdate the practical application of their services 
to foreseeaWe needs in the future. Most of the services and functions demand 
varying degrees of j^ofes^onal and technical skill and experience. At one ex- 
treme an of^xT may be ca^igtd with his coDcagues on such major enterprises 
as planning and advising on the jAysk^ environment of a city, or on the pro- 
vision rf sdiools for many >ears a, head ; at the other extreme officers may be 
solely engaged on such restricted jobs as work on a drawing board for a minor 
modification of a building or the issue of motor licences. 

18. TIk work of some officers in a local authority is little different from that 
which they would be doing in other forms of employment. For example the 
engineer at tis bridge site and the operator at the key-punch machine, in so far 
as their particular t^ks are <x>ncerrted, require no special understanding or 
knowledge of the authority’s procedures a^ constitutional workings. Other 
officers, for examine solicitors, treasurers, lay administrative officers,* heads of 

* qmtl^ed in a maaber erf administratiem in its broadest sense, 

particuiariy at the s<auor of a departroeat. To avoid confuskMi we have used the terra 
‘lay affliuaistraiive officers’ to ^aote ib^ cfficers who arc normally known as ‘administrative 
o&xn: tx ‘administrative assistimts'. We do not impiv that the work of lay administratKe 
officers b not p<rof^tos^ work. 
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Conditions of Service and Staffing institutums 

departments and their deputies, are directly involved in the authority’s procedures 
and need an understanding of them. It is these men who advise elected members 
collectively in council or committee and who provide information and help to 
members individually. 

19. Although local authorities’ services are for the public's benefit, the extent 
of an officer’s contacts with the public varies widely. Heads of departments and 
their deputies have dealings of a formal nature with the puHic and mainly by 
way of consultation; on the other hand there are certain classes of officers (e.g. 
midwives, welfare workers, staff of old people’s homes, library assistants) who 
have direct ‘professional* dealings with the public. Others have contact of an 
official and routine nature (e.g. cashiers in Treasurers’ departments and licensing 
officers). Some of the work carried out within the confines of offices by ad- 
ministrative and clerical staff as well as by staff with professional and technical 
quah'fications involves no direct dealings with the public. 

20. Local authorities are responsible for bringing direct to people the practical 
consequences of relevant parliamentary legislation. It follows that local govern- 
ment officers are often involved in matters of considerable delicacy in the course 
of their work with the public. Issues which may appear relatively unimportant 
but which seem to affect the right and freedom of individuals can become 
politically explosive and arouse as much public interest as major issues of public 
policy affecting the lives and the environment of the community for the future. 
Other activities of local authorities performed by their officers are accepted by 
the public without interest or enthusiasm and are only liable to arouse criticism 
when their quality is questioned. 

21. NALGO in written evidence to us challwiged the validity of the picture of 
local government service ‘as essentially humdrum, subject to constant restriction 
and controls, offering little challenge or satisfaction, and giving limited scope to 
the spirit of adventure and idealism or to the longing for persoiml achievement 
which enterprising youth expects a career to satisfy’. They were convinced that 
local government, ‘concerned, as it is, with human life from the cradle to the 
grave, engaged, as it mx3st be, in a ceaseless war against our common enemies of 
poverty, sickness, ignorance, isolation and social maladjustment, arwl capable, 
as it should be, of transforming the whole pattern of environment and welfare, 
presents challenge and opportunities unequalled in any other employment’. 
It is true that a large number of workers in local government are faced with these 
challenges and opportunities. On the other hand, as in other lai^ scale enter- 
prises, there is inevitably routine work which cannot be called exciting or 
adventurous, but those who perform it can feel satisfied that without it the 
‘chaflenges and opportunities’ would not exist. 

Attitudes of local goyemment officers towards their work. 

22. In 1966 we conducted a postal enquiry amon^t 3,598 local government 
officers of whom 2,890 (80-3%) gave effective replies. The questionnaire, tl^ 
tables and a commentary are Documents 1 , 2 and 3 in Appendix D. Tlie qu^tion- 
naire was sent to every seventh person in every eighth t«anch of NALGO. 
The purpose of tte questionnaire was to find out why people join local gov«ti- 
ment, the satisfactions and frustratioiB they experience, wlMtlKrr are 
oonsidering leaving local government and if so why. 
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